ABSTRACT
INTRODUCTION
n the spring of 2013, Rouen Business School and Reims Management School, two major French business schools located near Paris, announced their merger to become NEOMA Business School. While comparable in size and reputation among students and employers alike, the two schools had distinct cultures and procedures with regard to faculty management. Among the most pressing issues was the need to define common rules. This case presents some of the most visible measures affecting the faculty. It offers the opportunity to reflect on their potential benefits and consider their likely consequences. In addition, the background material can be used to evaluate the benefits of a merger between two business schools. Suggested questions and possible answers are provided at the end of the case.
BACKGROUND INFORMATION
NEOMA Business School is a French business school. Its 9,000 students, including 2,000 international students, are enrolled in various programs, whose quality is recognized by the coveted AACSB, AMBA, and EQUIS accreditations. The faculty is made up of 200 professors (including foreign language instructors) assigned to 7 academic departments. The school's budget, at about €75 million, is one of the biggest in France.
The school's mission statement is to educate future entrepreneurs and managers in responsible leadership with the ability to go beyond prevailing models. In line with other French business schools, training involves a significant study period overseas. Students complement their local education by taking part in exchange programs with some of the world's finest institutions (Emory, Indiana, Queen's, Tel Aviv, Tsinghua, HKUST, Seoul National University). Professional experience in the form of a semester-long internship is also one of the school's core educational principles. In addition, a significant proportion of students benefit from an apprenticeship scheme that combines professional work with study time under the close supervision of a faculty member.
The flagship graduate program is the Master in Management, in which more than half of the students are enrolled. Admission is normally through a competitive entrance examination that requires two years' intensive preparation after high school. Parallel admissions are also possible for candidates with the suitable profile. In addition, a number of undergraduate programs are proposed, each with a distinctive focus. For instance, the Bachelor in International Business emphasizes international trade and the acquisition of several foreign languages. Likewise, the Bachelor in Technology and Management aims to produce managers and entrepreneurs capable of leading innovative projects.
HISTORY OF THE MERGER
NEOMA Business School was born in 2013 out of the merger of two well-respected French business schools: Rouen Business School and Reims Management School. Rouen Business School was one of the oldest business schools in France. Founded in 1871, managed and financed by the local chamber of commerce, its primary role was to train business leaders to support French interests in overseas postings. Reims Management School had similar characteristics. Both schools have always enjoyed a strong reputation in France and have received praise for their highly employable graduates. The Financial Times ranked their Master in Management programs among the best in Europe (13 th for Rouen and 22 nd for Reims). Each school had been awarded the triple AACSB, AMBA, EQUIS accreditation.
The motives behind the merger lay in the recognition of increasing competition for local and international students. In order to make their programs more attractive and increase their visibility, French business schools had to grow in size and secure greater financial resources. Only HEC Paris has a worldwide reputation and can attract the best international students. It supports its position as leader with a resolute commitment to top-quality research. Table 1 shows the top 20 French business schools with their research output for the year 2012. The figures for NEOMA are based on those for Reims and Rouen. Each publication is awarded a number of stars according to the journal's ranking in the CNRS list. The most selective journals confer 4 stars while uncategorized journals confer none. Looking at the average number of stars per article in the last column points to the strategy followed by each school. For instance, ESC Rennes has achieved roughly the same number of stars as EM Strasbourg, but with fewer papers that are on average of higher quality.
Schools without the appropriate scale could grow organically by increasing student intake in their existing programs and creating new degrees. However, merging was seen by many as a quick way to boost their resources and assert their global ambitions. Among the numerous benefits accruing from a merger, the advertising budget could increase significantly in absolute terms, yet become a smaller proportion of total costs. The schools could also leverage their respective competences and develop new synergies. The faculty in Rouen had strength in finance and logistics; Reims was strong in marketing and had developed close ties with the champagne industry. The combined entity could contemplate launching a PhD program, to which each school had long aspired. It would also stand a better chance of winning corporate clients by offering customized training programs drawing on the strengths of a larger faculty.
Furthermore, Rouen Business School and Reims Management School were both threatened by dwindling funding from the local chambers of commerce on which they had traditionally relied to balance their books. Meanwhile, the chambers of commerce were eager to put the schools on stronger financial footing. Given that they held the overwhelming majority of board seats of each school, the decision to proceed with a merger could be quickly achieved.
In the face of increasing financial pressure, several other schools had already merged. Skema Business School is the result of the merger between two medium-sized schools, one based in Lille and the other in Nice. Kedge Business School is the result of schools in Bordeaux and Marseille tying the knot. A decade earlier, Parisbased ESCP had absorbed the lower-ranked EAP raising alarm among its alumni. Nonetheless, the merger gave ESCP a strong European foothold. EDHEC had shown that managing a faculty across distant campuses was not impossible. In fact, it is successfully challenging the best European schools thanks to its unique focus on finance and risk management. In contrast, France Business School, which attempted to combine four smaller-sized institutions, recently collapsed. 
Changes in Faculty Management
While mergers may present some attractive features, combining two different organizations can be challenging. Here, the schools had different administrative procedures and standards for their faculties. Rouen Business School had formally classified its faculty into assistant, associate and full professors. Expectations in terms of research, teaching and service were clearly spelled out. Promotion to a higher rank followed an open and transparent procedure. In addition, financial incentives and teaching relief were provided to encourage faculty members to publish in high-quality journals. This policy also helped attract promising young academics, as well as more experienced staff, from well-regarded institutions. In comparison, Reims Management School did not rank its faculty members formally. Accordingly, there was no need to set up specific standards. Publication was tacitly encouraged without being explicitly rewarded. Unsurprisingly, many in the faculty chose to devote their time to consulting activities while others chose to do more off-load teaching which was relatively well paid.
One of the main tasks for the newly-formed school was thus to devise common standards for the entire faculty. Besides, greater accountability needed to be introduced in faculty management. Drawing on the experience of each school, a number of principles were developed and set out in a revised faculty handbook.
The faculty is now divided in two groups: academically qualified (AQ) and professionally qualified (PQ). For faculty members in the AQ group, the requirement is to publish the equivalent of 3 stars over a three-year period. This objective might seem to be straightforward, but it is almost impossible to achieve for faculty members who have never published or have not done so in recent years. Teaching load for AQ staff is set at 180 hours a year. Teaching relief is no longer offered for the simple reason that AQ staff are expected to publish. Accordingly, there is no need to offer further publication incentives. For faculty members in the PQ group, the teaching load is much heavier, and varies from 270 hours for a clinical professor to 450 hours for a senior lecture on a full teaching load. On the other hand, there is no requirement to publish in peer-reviewed journals. Each faculty member is required to choose a group and stick to it for the next three years. At that point, their performance will be appraised and they could receive cautions.
Based on the principle that faculty members need to keep their teaching up-to-date at all times, all courses are now equally weighted. Previously, courses received a weighting of 1.5 when they were taught for the first time. To encourage the faculty to teach in English, which might involve greater effort and preparation for French
